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DEVELOPING AND
EVALUATING WORKPLACE

LITERACY PROGRAMS:

A HANDBOOK FOR PRACTITIONERS AND TRAINERS

Larry Mikulecky
Paul Lloyd
Jamie Kirkley
Julie Oelker

School of Education
Indiana University
Bloomington, IN

- ABSTRACT

This handbook is a general guide for starting a workplace literacy program.
It outlines methods for establishing a program, from the early stages of
planning through implementation to program evaluation. It discusses some of
the literacy demands that workers face and how workplace education programs
can address them. The key elements of planning a workplace literacy program
include establishing a planning group, analyzing the need for education,
locating funding sources, and gaining the support of management and
employees. Developing a program involves conducting a literacy task analysis
and designing relevant curriculum using materials from learners’ jobs. It also
involves recruiting learners to a program. Program evaluation is discussed from
two perspectives. Formative evaluation examines the program while it is still
under way so that changes can be made. Summative evaluation determines how
effectively goals were met and looks at the impact of the program on learners
and job productivity.
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INTRODUCTION

This handbook is intended to serve as a general guide for starting a
workplace literacy program. It outlines methods for establishing a program,
from the early stages of planning through implementation to program
evaluation. The definition of literacy used in this guide is a broad one,
encompassing the basic skills of reading, writing, and mathematics as they
relate to the use of print materials such as manuals, forms, and graphs.
Excluded from the definition is the more technical workplace training involved,
for example, in learning how to operate new machinery. However, such
technical training may require preliminary literacy education for some workers,
who may have difficulty reading the training materials or related technical
manuals. Thus the scope of what a workplace literacy educator may do is
somewhat vague, but its core lies in the area of basic skills.

Chapter One discusses some of the literacy demands that workers face and
how workplace education programs can address them. Trends influencing
programs include increased use of literacy in the workplace, the growing
service sector including more temporary and part-time jobs, and an increase in
the number of non-English speaking workers. Effective programs address
individual learner needs through long-term education and the use of custom-
designed instruction.

Chapter Two describes key elements of planning a workplace literacy
program, including establishing a planning group, analyzing the need for
education, locating funding sources, and gaining the support of management
and employees. It is important to address the needs of the various groups within
a workplace in order to encourage the development of a shared vision.

Chapter Three explains how to conduct a literacy task analysis and how to
design relevant curriculum using materials from learners’ jobs. This custom-
designed curriculum may be supplemented with suitable off-the-shelf materials
and the development of job aids. This chapter also describes methods for
recruiting learners to a program.

Chapter Four discusses evaluating the program from two perspectives.
Formative evaluation examines the program while it is still under way so that
changes can be made. Summative evaluation uses learner assessments and other
measures to determine how effectively goals were met and to look at the impact
the program may have had on job productivity.

This guide includes several important features to assist you as you plan your
workplace literacy program. For quick reference, summary boxes appear below
each major heading in the text. These will provide a brief overview of the key
points to remember. In addition, an appendix contains a set of overheads that
provide a broad outline of each chapter. These are intended to serve as teaching
aids so that the guide can be presented as a series of workshops for staff
development. Besides providing a complete reference list, the bibliography also
indicates sources for further reading on topics covered in each chapter, such as
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references that describe in detail how to perform a literacy task analysis or
conduct formative interviews.

It is recommended that you read the entire guidebook before
developing a program or offering any courses. This is because
some of the steps necessary to establish a new program will
overlap with others. For example, even though some parts of the
evaluation are performed after learners have completed a course,
effective evaluation requires developing assessments that are
administered to learners before they begin taking courses. The
guidelines discussed here will assist you in all stages of program
development, from establishing a planning group to evaluating the
program’s impact.

CHAPTER ONE

CURRENT PRACTICES IN WORKPLACE LITERACY
PROGRAMS

Over the past two decades, research has identified the challenges that
workplace literacy programs face. For example, we have learned that

* there are several different workplace literacy problems calling for
different solutions,

* improvement takes a significant amount of learner practice time,
* transfer of learning to new applications is severely limited, and

* significant learning loss occurs within a few weeks if skills are not
practiced.

Recent trends in the labor market and in the population of workers seeking
- employment have also begun to influence workplace education. These trends
include

* ashift in employment opportunities from relatively low-skilled jobs in
manufacturing to higher skilled jobs in the service sector;

* arestructuring toward more efficient, “high-performance” workplaces
which require higher skill levels of their workers;

* a general increase in the use of literacy in workplaces;

* an increase in temporary and part-time work;

* ashortfall in the level of skills workers bring to employment; and

* an increase in the number of workers with limited abilities to use English.

Workplace literacy programs operating within these constraints are
characterized by

* instruction that addresses individual learners’ needs and is long term;

_* active involvement by major stakeholders (e.g., management, employee
organizations, instructors, and the learners themselves); and
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* acustom-designed curriculum that integrates basic skills instruction with
workplace applications and materials.

Although effective programs incorporate these elements, few have the
necessary resources to incorporate them all at the outset. Most likely, you will
have to begin with one class, such as a GED (General Educational
Development) program or perhaps a short job-related course that teaches some
basic skills, and then expand gradually to include more customized instruction.
Thus, an effective literacy program that meets the needs of all workers can be
achieved gradually, over a longer period of time.

DEMANDS AND CONSTRAINTS

Multiple program strands should address multiple problems.
* Improvement takes significant learner practice time.
Transfer to new applications is severely limited.

Significant learning loss occurs without regular practice.

[l Multiple Program Strands Should Address Multiple Problems

Because worker skills and needs vary widely, an effective workplace
program should offer several sorts of instruction. These may include tutoring
for very low-level literates, GED courses for those without high school
diplomas, targeted skills for brush-up courses preceding technical training, and
workplace-based English as a Second Language classes in workplaces with
many ESL speakers.

A program with several different sorts of instruction is much more likely to
succeed. Learners who experience success in one class are more likely to take
additional classes. This is extremely important because most single workplace
classes are too brief to have much impact. To make major skills gains, workers
must continue learning and practicing for hundreds of hours as they move from
class to class and strand to strand.

EXAMPLE: In one manufacturing plant, a multi-strand program was
started with a skills enhancement strand where learners enrolled on a
voluntary basis and received general instruction in areas where they
believed they needed the most review. As the program continued,
additional strands were added to address specific skills related to
jobs that were performed most frequently around the plant. Later, a
math skills strand was developed that supported the plant’s new
quality control program, contributing to overall productivity.

As you become more familiar with your organization’s concerns, it is
possible to incorporate new strands gradually to meet learners’ demands.

I !mprovement Takes Significant Learner Practice Time

Training material and technical reading material in the workplace tend to
range from upper high school to beginning college difficulty levels (Mikulecky,
1982; Rush, Moe & Storlie, 1986; Sticht, 1975). Though some learners with
high school diplomas may only need a short brush-up course (i.e., 30-50
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hours) to learn to comprehend such materials, other learners may take as much
as several hundred hours of instruction.

A child in school takes 180 full days of practice, on average, to improve a
grade level in reading and mathematical abilities. Adults are more efficient than
this, but it still takes an average of 100—120 hours of practice and instruction for
adults in adult basic education classes to make a grade level improvement.
Although some individuals may improve more rapidly, the best award-winning
programs still take 50-60 hours to help learners improve a grade level in general
literacy skills (Mikulecky, 1989). This means that a worker who has difficulty
reading simple sentences will take hundreds of hours of practice and instruction
before he or she can easily read workplace memos, manuals, and safety
instructions.

Since workplaces cannot afford to offer the thousands of hours of
instruction provided by public schools, it is important to provide workplace
instruction which multiplies practice outside of classes. This means linking
instruction to materials and opportunities for practice that exist in the work and
home lives of learners. Much like a diet, exercise, or health program, an
effective workplace literacy program must help adults change their lifestyles to
include more literacy practice.

EXAMPLE: In an insurance company, a technical manual became the
basis for instruction in how to scan the table of contents to find
information about various types of claims, a task that clerical
personnel performed frequently. Because the classroom exercise
closely paralleled an everyday job task, workers could practice and
learn this skill more quickly.

B Transfer to New Applications Is Severely Limited

Many people mistakenly think that any sort of literacy instruction will
translate to improved learner skills on the job. College-educated adults often
make this mistake because they are able to apply their own high level literacy
skills to learning and meeting the demands of new jobs. They can do this
because the literally thousands of hours that they have invested in literacy use
has provided them with a high level of skills and excess general literacy
capacity.

The same situation is not true of low and middle level literates, however.
They have practiced little and have no excess capacity. In fact, for a person who
has not read much and struggles with a newspaper, new workplace literacy
demands may be more difficult than anything ever read before. They have no
excess of general literacy capacity to support learning new technical literacy
vocabulary and strategies. A couple of months of general literacy instruction at
four hours a week will provide only a slight improvement in general literacy
skills, and usually shows no noticeable impact on the ability to apply general
literacy to technical applications.

In fact, research indicates that there is a severe limitation to how much
literacy transfers from one type of task to other types of tasks (Kirsch &
Jungeblut, 1986). The limitations of literacy transfer have serious implications
for workplace literacy programs. This is especially true if programs attempt to
use traditional, school-type materials. Sticht (1982) found that general literacy
instruction only transferred minimally to job applications. He now recommends
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a “functional context” approach, which teaches skills using materials that
learners use on a daily basis (Sticht, 1982). If a small amount of instruction is
all that is available and improved workplace practice is the goal, it is wiser to
target instruction directly upon specific workplace demands.

EXAMPLE: In the insurance company just mentioned, clerical
workers were able to decrease the time required to find claims
information because their instruction used the same manual that they
used daily on the job.

[l significant Learning Loss Occurs Without Regular Practice

Lack of transfer is related to the problem of learning loss. When a person
cannot transfer learning to real-world situations, opportunities to practice new
skills during everyday activities on the job are lost. Sticht (1982) reports that
military enlisted men improved in general literacy abilities while they were in
general literacy classes, but that 80% of the gains were lost within eight weeks.
However, when job-related materials were used to teach literacy abilities,
learning gains were retained. This is most likely because learners could continue
practicing on the job the abilities that they had mastered.

If it is to be effective in the short term, instruction should not overly
emphasize general materials that have no relationship to materials workers see
daily. The timing for instruction in workplace skills is also important. Preparing
learners for the basic skill demands of new jobs may be wasted if they must
wait several months before they are able to apply and practice their new
learning.

EXAMPLE: Since the instruction for insurance clerical personnel
described above was designed to correspond closely to their jobs,
learners were able to gain additional practice each time they searched
for claims information on the job. In addition, timing the instruction
to correspond closely to the time when skills would be needed also
enhanced learners’ ablhty to recall what they had just learned. This
is sometimes called just-in-time training.

In summary, when designing a literacy program, it is necessary to consider
four constraints that will affect the program’s success. Because workers’ skills
vary widely, you should design a multi-strand program that can address a-
variety of learner needs. Workplace literacy also requires a long-term
commitment, since improvement requires a significant amount of practice time
(e.g., average adult basic education programs take about 100 hours for the
equivalent of one grade level gain). There is no such thing as a “quick-fix”
solution to literacy skill problems. To gain improvement in job performance,
literacy skills should be taught using job-related materials, not general
educational materials that do not provide a clear link to the job. Finally,
instruction must provide opportunities for practice in a timely manner, or else
newly-acquired skills will be lost before they can be used on the job.

Educators can provide opportunities for additional practice by also
emphasizing reading materials from home that are of general interest to learners.
Even when those materials are not similar to those used in the workplace,
benefits can still be gained when learners spend additional time reading. It may
also be possible to incorporate documents from home (e.g., tables from
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newspaper articles, diagrams found in home repair manuals, bills, store ads)
that parallel job materials. For example, in a course that teaches the use of
percentages on the job, examples of store ads advertising percentages off
regular prices could be used to provide additional practice at this skill.

LABOR MARKET TRENDS

There are a number of recent trends in the labor market that have started to
influence the need for workplace education and the nature of the programs

provided.
* The Shift From Manufacturing to the Service Sector
* The Growth in High-Performance Workplaces
* Increased Use of Workplace Literacy
* Increase in Temporary and Part-Time Work

THE SHIFT FROM MANUFACTURING TO THE SERVICE SECTOR ’

Since 1965, the United States has experienced a large shift in
employment from manufacturing to service sector jobs.

* In the past, it was possible to earn more in manufacturing jobs that
demanded less skill.

* Many workers find that they must now have higher literacy skills to
get jobs that pay less.

This can have serious motivational consequences for those workers,
which must be addressed by workplace educators.

In the last 30 years, the United States has experienced a dramatic shift in
employment from jobs in the manufacturing industries to jobs in the service
sector. In 1965, 29.7% of the workforce was employed in manufacturing, but
by 1993, that number had decreased to only 16.3% of workers. On the other
hand, the service sector has increased from employing 63.9% of the workforce
in 1965 to 79.0% in 1993 (Monthly Labor Review, 1966, 1994). In the past, it
was possible for many people to earn middle-class incomes while working in
manufacturing, and they were not required to have high school diplomas or
advanced literacy skills to remain employed. However, the shift towards
employment in services has meant that people must have higher literacy skills to

get jobs that pay less (Borjas & Ramey, 1994; Gittleman, 1994; Moore &
Blake, 1992).

This increase in the number of demanding jobs that pay less may have
serious motivational consequences for workers. If a program is to be
successful, the workers’ motivation for enrolling in the program should be
considered during the early stages of planning. For example, some workers
may enroll to improve their chances for advancement to higher paying
positions. They may also fear losing their jobs due to a perceived inability to
keep up with increased skill demands, or perhaps they may be seeking new
employment. Some may see it as an opportunity never offered to them before to
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improve their basic skills and work life. To accomplish its goals, the program
must have the support of workers by meeting their goals and needs.

EXAMPLE: In a food manufacturing plant, some production
employees were enrolling in a program because a new computer
system was being installed, and they feared that they might not be
able to adjust to the demands of this new technology. Instruction
incorporated job simulation exercises that demonstrated how to use
the new computer system. Therefore, it taught basic technical skills
while addressing a motivational need.

THE GROWTH IN HIGH-PERFORMANCE WORKPLACES

« Increasing numbers of businesses are adopting high performance
techniques, such as quality assurance teams and greater use of
technology.

High-performance workplaces have greater demand for higher skilled
workers.

Fewer jobs are available but with more responsibility.

Education should focus on skills that will help workers cope with
those additional responsibilities.

One trend that affects both service sector and manufacturing jobs is the
extent to which organizations are forrmng “h1gh performance workplaces.” The
goal of a high performance workplace is to increase productivity by cutting
bureaucracy and putting greater responsibility for quality on front-line workers.
For example, in manufacturing piants that employ high performance practices,
production employees may be asked to track machine efficiencies on a chart and
then compute the total production efficiency for their shift, both tasks
previously performed by supervisors.

Currently, approximately 35% of businesses are employing some form of
high performance workplace technique, such as

* quality assurance teams,
« increased use of technology,
« statistical process control, and

e just-in-time production (i.e., producing parts as needed rather than
accumulating an inventory).

These techniques often involve layoffs as work is reorganized. The skill
demands made on remaining workers are increased as a result. (For examples
of high performance workplace practices, see Bassi, 1992; Gordon, 1993;
Osterman, 1993; Richman, 1994). In many workplaces, the employees are not
able to make the necessary adjustments at first, and extensive workplace literacy
education is required to improve their skills (Chisman et al., 1992). Such
changes also produce considerable stress in workers as jobs are lost and greater
demands are made on those remaining. Educators need to be sympathetic to
these stresses and make sure that they are not seen as management agents
imposing change, but rather as facilitators helping workers come to terms with
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the new situation and providing constructive assistance in dealing with changed
work practices.

In these situations, instruction should focus on skills that will help learners
cope with their added responsibilities. It should also provide opportunities to
practice the new skills so that productivity will be maintained.

EXAMPLE: A credit card company reorganized its staff of telephone
operators whose job it had been to answer calls from cardholders -
and route them to the appropriate department so that their questions
could be answered. But due to reductions in the size of each
department, operators were asked to answer some questions from
customers themselves. The operators required instruction in

* skim reading, in order to read a job aid that helps them decide how to
handle calls;

* decision making, in order to help them decide when to answer a question
or forward the call to someone else;

* comrmunication, in order to understand the customers’ problems and
resolve them; and

* writing, in order to allow them to record accurately how calls are handled.
These were new skills, best learned and practiced in a job-related context.

INCREASED USE OF LITERACY IN THE WORKPLACE

* Workplaces use a combination of prose, document, and quantitative
literacy.

* Different skills are often used together.

* Instruction should use realistic simulations to provide a link to the
way skills are used on the job

The demands made on the skills of workers are increasing all the time. As
part of teamwork, planning, and quality control, workers need to be able to
solve problems that often involve the application of several skills. Literacy in
the workplace requires a combination of

* prose literacy (e.g., manuals, newsletters, memos),
* document literacy (e.g., tables, forms, charts), and
* quantitative literacy (e.g., calculating, solving problems with numbers).

Also the different types of skills required—calculation, reading charts or
other technical material, handling data, problem solving—are often used
together to perform a workplace task.

EXAMPLE: In high-performance workplaces, teams of workers
representing activities at various stages of production often meet in
what are called “quality assurance teams.” Teams of 4 to 6 workers
are assigned the task of solving a production problem such as excess
inventory. Allowing excess inventory to build up in one production

- area may lead to spoilage, breakage, unnecessarily high storage
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costs, and other problems. To solve problems like this, they will
have to:

* read inventory graphs, charts, records, or reports;
« synthesize all this information;

* brainstorm for possible solutions;

e discuss their ideas; and

* write a brief proposal to Ihanagement explaining how to'solve the
problem.

In such a case, classroom job simulation exercises that use the context of a
realistic production problem can provide the link between the various literacy
skills and employees’ jobs.

INCREASE IN TEMPORARY AND PART-TIME WORK

 Due to the ever-increasing costs of long-term employment commitments
(such as benefits), employers are less likely to invest in permanent, full-
time employees.

* Individual workers will therefore have more major job changes over their
lifetimes.

» Temporary workers face higher and more varied literacy requirements, as
they move from job to job.

 They will require education in flexible skills such as using resources to
solve problems and answer questions on the job.

Another phenomenon with fundamental training implications is the increase
in temporary, contingent, and part-time work (Bureau of Labor Statistics, 1992;
Gordon, 1993; Judis, 1994). Employers in the United States are using these
workers increasingly as a means of reducing fixed labor costs such as benefits
and long-term employment commitments. As long-term commitments by
employers decrease, more workers will have more major job changes
throughout their careers. Temporary and contingent workers also face higher
literacy requirements. They must be facile learners who can constantly adjust to
new skill demands as their work environment changes.

Recognizing that temporary and part-time workers may frequently change
job responsibilities, it might not always be practical to train them in the specifics
of a particular job task and its corresponding literacy skills. Instead, you should
help them develop skills that can have some transfer to other tasks.

EXAMPLE: One large company that contracted temporary employees
changed its training program from one that taught employees
specific computer applications to one that taught them how to locate
information and solve problems. Rather than just being trained to
use specific software packages, they were also trained to use
manuals to find information and apply that information to answer a
question or solve a problem.

Having learned to use resources to solve a problem, employees can transfer
these skills and become more independent as their responsibilities change.
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WORKER POPULATIONS

Low LEVELS OF WORKER SKILLS

* The National Adult Literacy Survey (NALS) shows that one half to
three fourths of workers in certain job categories perform at the lower
two levels of the survey.

Job literacy requirements are increasingly at Level 3 or above.

Workplace instruction should focus on these more demanding job
tasks, and build in practice of the necessary skills.

* Opportunities should be provided for long-term education for learners
at the lowest levels if improvement is expected.

To give some idea of the actual skills of workers, consider some of the
results of the recent National Adult Literacy Survey (NALS; National Center for
Educational Statistics, 1993). The survey uses various realistic tasks in the three
skill areas of prose literacy (e.g., identifying facts in an article or report),
document literacy (e.g., finding information in a bar graph, locating points on a
map), and quantitative literacy (e.g., calculating total costs of a purchase,
figuring sales tax). The percentage of adults correctly completing the tasks was
used to establish task difficulty ratings along a 0-500 scale. Then, each adult
surveyed was given a proficiency score on the same scale according to the tasks
successfully completed. For example, the task “Total a simple bank deposit
entry” was rated at 191 on the quantitative scale, and adults with a proficiency
score of 191 would be given that score because they had a high probability
(80%) of completing that item. These people would then have a steadily
decreasing probability of success with more difficult tasks that were given
higher ratings of 250, 300, 350, and so forth.

In addition to the scale scores, the tasks are further divided into five levels
of difficulty, ranging from the simple (i.e., tasks with a scale score of 150 are
assigned to Level 1), to the complex (i.e., tasks at 500 are assigned to Level 5).
Learners’ proficiency scores are then used to group them into the five levels.
For example, a learner who achieves a scale score of 250 on the document
literacy portion of the survey is said to be at Level 2. Thus, this individual has
an 80% chance of successfully completing Level 2 tasks (e.g., locating an
intersection on a street map), but somewhat less chance of successfully
completing higher level tasks (e.g., using a table to determine the pattern in oil
exports across years, Level 4). Therefore, it is important to remember that when
a group is described as being at Level 2 on the NALS, it does not mean that
they are totally incapable of completing higher level tasks, only that the chance
of successfully doing so is somewhat decreased.

Data from the NALS show that from one half to three fourths of workers in

certain job categories (e.g., transportation, service, farming, laborer) perform at
the lower Levels 1 and 2 on the prose, document, and quantitative scales. In
addition, surprising numbers of high-level job holders (e.g., managers,
administrators, professionals) also scored at the lower two levels of the survey
(National Center for Educational Statistics, 1993). Today’s high performance
workplaces are increasingly requiring tasks at Levels 3, 4, and 5, which call for
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solving problems, calculating, synthesizing information from several sources,
and using such a synthesis to make decisions. Individuals at Levels 1 and 2 on
the NALS can expect to face increasing difficulties. Although results from the
NALS may appear to indicate a serious problem in the workforce, these results
do not imply that workers are completely unable to perform some parts of their
jobs, only that they may not be able to solve more difficult problems accurately
at least 80% of the time. Also, familiarity with a situation will usually allow a
worker to perform at a higher level than with an unfamiliar problem. But, in this
time of changing workplaces, many workers are finding themselves dealing
with new situations on a daily basis.

EXAMPLE: In a food manufacturing plant, management began to
place an increased emphasis on quality control as a means to
improve the plant’s efficiency, but due to decreased sales, cutbacks
were made. in the number of supervisors. Workers were asked to
take over the task of calculating the efficiency of the production line
for their shift, a task formerly performed by supervisors. This
involved tracking the number of hours the line actually ran,
calculating with these numbers, converting the answer to a
percentage, and recording it on a chart. To help workers take over
this responsibility, a program was developed that used realistic
scenarios and allowed for practice time. In addition, most learners
used published math workbooks to brush up on their skills with
percentages.

In high performance workplaces, workers are expected to perform more
demanding job tasks such as the ones described in the example above. To make
the most effective use of resources, literacy education should focus on the more
demanding job tasks, with opportunities to practice the required skills and
improve workers’ chances of solving challenging problems successfully.

A test such as the Test of Applied Literacy Skills (TALS, which is derived
from the NALS) or the CASAS Life Skills Assessment, can be used as a
diagnostic tool to determine the actual skill levels of learners. Using one of
these tests as opposed to a more general standardized test (e.g., the Test of
Adult Basic Education, TABE) provides three important advantages. First, such
tests use more realistic tasks that are similar to ones that workers may encounter
in their jobs. In addition, the results will point out skill areas that may require
extra practice. Finally, the results will help to identify learners who have less
skill and may need more basic skills education before they are ready to enter
job-related skills training. In this manner, low-level learners can receive long-
term instruction that will enhance their skills more effectively than would a
shorter, technical, or basic skills class.
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WORKERS WITH LITTLE ENGLISH

* Workers with little English are over-represented in lower-skilled jobs,
less likely to be provided with education from employers, and
unemployed more often and have greater needs for education due to
turnover.

* Such workers do not all have the same need for instruction in reading
and writing, listening and speaking.

* Workers from other cultures may need help in making the shift to
American workplace behaviors, attitudes, and expectations.

* Workers with little English are likely to learn more quickly if they are
taught in the context of the job and outside interests.

Immigrants and their children, especially Hispanics and Asians, are
projected to comprise an ever-increasing proportion of our workforce as they
will our general population (Bureau of Labor Statistics, 1992). Currently, the
Hispanic population is over-represented in lower skilled jobs that often do not
tequire a high school diploma (Boisjoly & Duncan, 1994). In addition,
Hispanics tend not to receive workplace education, and they tend to have less
access to jobs that require some form of training to obtain (Amirault, 1992).
Lack of literacy and communication skills causes Hispanics to suffer more
unemployment in recessions. This, too, may suggest more need for retraining
due to greater turnover (Boisjoly & Duncan, 1994).

Workers whose first language is not English are, of course, not a uniform
group. Some have very little formal education in their first language, others
have college degrees. Some may speak English moderately well, but have
difficulty reading it, while others know very little English at all. Factors such as
these will produce very different rates of English literacy acquisition and
therefore vastly different requirements for instruction. For example, one ESL
class may concentrate on the skills of listening and speaking to establish basic
communication in the workplace, while another class teaches workers how to
read safety rules and write brief memos.

For workers from other cultures, an additional factor needs to be addressed.
They may bring attitudes and behaviors about work, bosses, teams, time-
keeping, and other issues different from those prevailing in an American
workplace. They may, for example, be accustomed to taking orders without
question or come from a culture in which public criticism involves serious loss
of face, and so have difficulty adjusting to a teamwork approach, which
involves volunteering ideas and discussing problems and their solutions. Body
language is an important component in personal interactions, and it too differs
from country to country. Such cultural differences need to be brought out in the
open during class, so that workers can be encouraged and assisted in making
the necessary cultural shift to accommodate to American workplace behaviors,
attitudes, and expectations.

To facilitate workers’ ability to learn English and to do their jobs, language
should be taught within the context of the job and outside interests. In addition
to- using published workbooks, relevant vocabulary and grammatical
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constructions should be defined and discussed with the learners using realistic
scenarios accompanied, whenever possible, by visual aids such as the
equipment or print materials used on the job.

EXAMPLE: In a hospital, environmental services employees with little
English were taught the names of safety clothing (e.g., mask,
gloves, safety glasses) and when to use them. Actual equipment was
brought into the classroom to use in role-play situations similar to
those met on the job, so that the objects, their names, and their uses
could be clearly associated. The class then discussed the importance
of wearing safety clothing, to reinforce the role-play scenarios and
provide further practice with the new vocabulary.

Similar techniques could be used with objects or printed materials that relate
to outside interests such as hobbies, or to life skills such as paying bills and
performing routine errands. It is worth noting that, for many ESL learners,
workplace literacy classes may be their first exposure to written English in a
learning environment.

CHARACTERISTICS OF EFFECTIVE PROGRAMS

EFFECTIVE WORKPLACE LITERACY PROGRAMS ARE CHARACTERIZED BY
 multiple strands of instruction that address learner needs and allow a
succession of learning experiences for long-term education;

* the involvement of all major stakeholders, including workers,
supervisors, managers, and educators; and

* custom-designed curriculum that integrates basic skills instruction with
workplace applications and materials.

MULTI-STRAND PROGRAMS

¢ Multi-strand programs should address the needs of diverse
populations on a long-term basis.

» They should also address the needs of low-level learners by providing
a sequence of learning experiences from basic to more advanced
instruction.

A multi-strand program can expand from small beginnings to meet the
needs of all workers.

Multi-strand programs have two major advantages over general education
programs or short-term, “quick-fix” training. First, programs that have multiple
strands can address the concerns of various populations such as learners whose
skill levels and job requirements differ. For example, one strand may teach
quality control workers to use averages as part of statistical process control,
while another strand may assist workers with obtaining their GED certificate.
Multi-strand programs can also be implemented gradually, allowing workers to
improve their basic skills, move into higher level technical training, and
eventually complete technical education courses at a community college.
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A second major advantage is the assistance that multi-strand programs can
provide for low-level learners. Through testing, low-level learners can be
identified and encouraged to participate in general education to prepare them for
major job changes or more advanced literacy classes. Thus, multiple strands can
allow a program to be implemented gradually, focusing on critical issues first
and then expanding to meet the needs of all workers.

EXAMPLE: A manufacturing plant’s literacy program began with
general education for two reasons. First, offering general education
was less demanding for the instructors, since it relies primarily on
published materials. More important though, this strand satisfied the
workers’ concern that it would provide personal benefits such as
obtaining a GED certificate. Later, more strands were added that
addressed both management’s and workers’ concerns, such as
completing time cards and insurance claim forms correctly.

INVOLVEMENT OF MAJOR STAKEHOLDERS

* The support of management, workers, and union members is
important to the success of any workplace program.

* A good way to achieve this is to form an advisory committee made up
of representatives from the key groups in the workplace.

* Involvement in the planning stages increases the likelihood that
stakeholders will buy in to the program.

The support of management, workers, and union members is important to
the success of your program. Creating an advisory committee made up of
representatives from the key groups in the workplace is a good way to decide
how a program will proceed. You will hear the views of the other partners, and
the members of the committee will also hear from each other. In this situation,
they are more likely to realize the need for consensus than if each group meets
separately with the program planners,—or worse, is left out of the process
altogether.

As an educator, you may talk first to management because of a perceived
problem that is costing money. For example, the organization could be
undergoing a major change such as the introduction of new technology, and
employees may be having difficulty adjusting to the new skill requirements.
You will need to identify specific problems and obtain information on their cost
to the organization, so that instruction can be custom designed to address these
concerns.

It is also important to discover workers’ needs and concerns, which may be
different from management’s, and encourage them to buy into the program. In a
union setting, find out about union goals by talking with representatives, and
then involve them in program planning at the outset. If the union has
educational goals involving general education and personal development (e.g., a
need for GED instruction or a course on managing personal finances), strands
can be implemented to meet these goals.
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In a non-union setting, ask if there are appointed representatives who can
discuss workers’ needs. If there are no such representatives, try to meet with
workers and get to know them informally, perhaps by talking to people in the
employee cafeteria during break times. Then approach several people who are
willing to discuss workers’ needs in greater detail. You might also ask
supervisors whom they would recommend that you approach. In either non-
union or union workplaces, it is also possible to survey all employees about
their interests, and develop one or more strands to address these.

EXAMPLE: In the manufacturing plant mentioned earlier, the program
began with a general education strand that included GED
preparation. This program allowed workers’ individual needs to be
addressed. Since participation was voluntary, starting with this
strand established a reputation for being open and responsive to
workers, an effective tool for recruiting additional learners. Within a
short time, a second strand was added that provided instruction in
job-related skills for one of the most common production jobs in the
plant. Later, after these two strands were established, workers were
surveyed concerning their general interests. In this survey,
employees expressed an interest in learning more about their health
insurance benefits, especially how to complete claim forms. A brief
course on this topic was developed and several sessions were
offered to accommodate different schedules. Thus, concerns of both
workers and management were met in a timely manner.

CUSTOM-DESIGNED CURRICULUM

* takes learner interests into account,
» is based on an analysis of job tasks and skills, and
* uses materials from workers’ jobs.

The education program that you develop will use some off-the-shelf
materials for strands such as general education for low-level learners and GED
preparation, but it will also incorporate custom-designed instruction.
Customizing the curriculum will allow you to meet the needs of both
management and workers.

Using program resources to meet the workers’ interests allows them to take
an early and active part in planning and developing the program. This will
eliminate their concern that management is trying to “fix” a problem workforce,
and instead communicate a desire to invest in people. Learners will buy into the
program, increasing enrollment and retention.

Some of the custom-designed strands of the program will be based on task
analysis. This involves interviewing and observing employees who are expert at
their jobs to document job tasks and supporting skills. While more time-
consuming than using pre-packaged educational materials, instruction that uses
material from workers’ jobs will provide a direct link between the skill and the
job, with immediate reinforcement of skills learned, thus increasing practice
time and speeding up the learning process.
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EXAMPLE: In a food manufacturing plant, task analysis was used to
discover the skills necessary to perform each job. Print materials
were also collected and later used in class as the basis for custom-
designed class activities. In the plant, task analysis of the production
line jobs revealed a problem with reading manuals that contained
piping diagrams. Instruction was developed that taught workers
how to read and interpret these diagrams. This enabled workers to
use the production manuals to solve problems rather than wasting
time waiting to ask supervisors. As a result, down time was
decreased and the overall efficiency of the plant increased.

CHAPTER SUMMARY

Over the past two decades, research has revealed important information that
characterizes literacy education in the workplace. Organizations face multiple
challenges with regard to workers’ skills and the ever-increasing demands of
jobs. Programs that have multiple strands (e.g., general education for low-level
learners, GED preparation, job-related skills classes) are able to address these
issues most effectively. Improvement requires significant practice time, often
more than is available in classes. Programs have compensated for this lack of
time by providing additional practice time at home and by using materials that
are job-related to gain practice as learners perform their jobs. To ensure that
skills will have an impact on job performance, instruction should be targeted to
specific job tasks. Besides increasing practice time, using job-related materials
increases learners’ ability to transfer skills directly to the job, thereby increasing
productivity. Since new skills are lost without regular practice, instruction
should also be timed to correspond closely to when the new skills will be used
on the job, or else learning may be lost.

The changing labor market also plays a significant role in the nature of
workplace literacy programs. Labor market trends such as the shift to more
service sector jobs, high performance workplaces, increased use of literacy, and
increasing temporary and part-time work all influence the need for workplace
education. Instructors and-program developers should strive to make programs
relevant to workers’ needs such as the need for flexible skills that will apply to a
variety of jobs, and the need for increased skill in high-performance workplaces
that use techniques such as increased quality control. Programs should also
address such concerns as low levels of worker skills and immigrants with little
English. Long-term programs that begin with basic reading, document, and
quantitative skills, and advance to job-related skills education and beyond will
help learners improve productivity and address personal needs such as
improving chances for advancement. '

As programs are planned and implemented, educators should concemn
themselves with three important workplace education needs. These are
involving stakeholders in the early stages of planning, developing programs
with multiple strands to address multiple needs, and custom-designing the
curriculum to suit particular jobs and skill areas. Details about planning and
analyzing the needs of the workplace will be discussed in Chapter Two.
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CHAPTER Two

PLANNING A WORKPLACE LITERACY PROGRAM
This chapter provides guidance on the following topics: .

* analyzing the need for literacy education,

* addressing the needs of various groups within a workplace,

* using non-training solutions to increase instructional effectiveness,
* locating sources of funding and resources,

* planning the logistics of a program, and

» developing a shared vision.

EFFECTIVE WORKPLACE LITERACY PROGRAMS

A growing body of research has identified certain characteristics associated
with effective workplace literacy programs. Relatively few workplace programs
meet all these criteria, but the degree to which they can be met appears directly
related to their success:

* Multi-strand programs are an effective way to meet the demands of the
diverse populations within a workplace.

» Custom-designed materials integrate basic skills instruction with
workplace instruction.

* Forming an advisory committee involves major stakeholders in the
planning process.

* Planning for long-term educational goals allows workers—and the
program—to grow.

It is important to realize that we face several literacy issues in the workplace
and not just one. Therefore, no single class or course can meet the demands of
the diverse populations within a workplace. By using a multi-strand approach
with several different types of courses and strings of educational experiences,
you can meet more needs and build on previous learning experiences. The aim
of the program, which needs to be agreed on by all stakeholders, should be to
address long-term educational goals while satisfying short-term needs.

EXAMPLE: At an auto manufacturing plant, short courses on safety
procedures for new equipment were offered to learners. After
completing these courses, learners were able to select from
additional educational experiences such as GED or technical
courses.

Another characteristic of effective programs is using custoin-designed
materials that integrate basic skills instruction with workplace applications.
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When a person cannot transfer learning to real-world situations, he or she
cannot continue to practice what has been learned. Custom-designed materials
link instruction directly to workplace demands and allow the learner to build on
previous knowledge.

Having an advisory committee play an active and consistent role in
developing and monitoring the program is important to its long-term
effectiveness. The committee can introduce you to the workforce, provide
valuable information and insight about the workplace, determine what resources
are available, assist you in deciding which groups of workers to target first, and
help gather information and recruit students. Depending on the organization,
your advisory committee might include employees, administrators,
representatives from unions or other partner organizations, departmental
supervisors, and members of the company training department.

Since few programs can initially meet all these criteria, try to emphasize first
what you can accommodate in your own program. You might have to start
small, but it is important to build a vision for your program’s future. Ask
employees to suggest future courses that they would be interesting in taking.
Also, be aware of current and future educational needs that are not being
addressed. By building on employees’ interests and the future needs of the
company, you will develop a stronger program.

EXAMPLE: At the auto manufacturing plant mentioned earlier, the
literacy program began with short courses on safety procedures.
Instructors learned from the workers attending these classes about
other needs and interests—such as a GED class, which was started
soon after. The plant was also setting up work teams, requiring
better communication skills, and introducing statistical process
control. To meet this new need, both management and union wanted
classes on writing memos and meeting minutes, and on basic math
leading toward calculating averages and plotting graphs. Thus, over
a period of a few years, the program grew from its initial one course
to a true multi-strand program, satisfying the needs of that
workplace.

PLANNING AHEAD

In determining the specifics of your program, the following activities will
help you to plan ahead. You should first analyze the needs and wants of both
the company and the employees. Find out where the problems are—are there
communication problems between management and employees, are there skills
that workers need to improve? After you have found out where needs are, you
then determine whether a literacy program will help meet those needs. If such
education will help, then you have to decide what types of courses will be
offered and to whom they will be offered. Also analyze what types of non-
training solutions will be important to the success of your program.

Finding money for workplace literacy programs can be a challenge. Even
when the company or union funds them, it is important to look for other
sources of money. You can also look for opportunities to share resources with
other company departments or other organizations. By planning ahead, you can
build a more effective and successful workplace literacy program.
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ANALYZING THE NEED FOR EDUCATION

o “Where is the pain?”—what problems are causing real concern for the
employees and company.

« Gather information through interviews and surveys, and by observing
daily operations in the workplace.

« Determine which areas of company performance need improvement:
find out the differences between where the company and the workers
are and where they want or need to be.

* Define which problems are most pressing and determine whether they
can be solved through education.

Before planning a program, you should analyze the workplace situation in
general. Find out the differences between where the company and the workers
are and where they want or need to be. What are the needs and wants of the
employees, the company, and the union? What do the stakeholders expect your
program to achieve? For example, some employees may want to raise their
general educational level in order to obtain a GED certificate. The company may
want all workers to be able to carry out statistical process control procedures.
Or a union may want to increase their members’ knowledge about health
benefits.

You can find out this information by conducting a needs analysis. A needs
analysis can take many different forms and can vary in depth and
comprehensiveness. The type of needs analysis you do is often dictated by the
amount of time and money you have available. A needs analysis is done by
arranging focus groups, interviewing people one on one, asking people to
complete surveys, and observing daily operations in the workplace.

Suppose the company wants to raise the job skills of the workforce. By
interviewing a broad range of employees, managers, and supervisors, you can
find whether performance problems exist and what they are. By asking “Where
is the pain?”—what problems are causing real concern for the employees and
company—you can then assess whether a literacy program will help solve the
problems.

These are all things you should consider when doing a needs analysis.

« Are there problems with manuals not matching manufacturing
procedures?

» Do employees need extra assistance with completing paperwork?
« Are there accidents caused by the inability to read directions?

« Is management not communicating effectively with employees?

» Do employees have appropriate workspaces?

» Is there a lack of motivation or incentive among employees?

After determining what the needs are, you must then define which problems
are most pressing and decide whether they can be solved through education. An
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advisory committee can help guide this process by helping you become familiar
with both employees and the company.

When doing a needs analysis, you should get all stakeholders involved in
the process from the beginning. They can provide valuable information about
the workplace and its needs. They can also help with analyzing problems and
recommending solutions for them. It is important to analyze the job tasks in the
workplace. During interviews and observations, you document the tasks
involved in doing a particular job. At the same time, you'collect samples of
printed materials and discuss them with employees and supervisors. These
materials will later form the basis of your custom-designed curriculum. (See
Chapter 3 for more information on this topic.)

Conducting a needs analysis is an important part of planning a program. As
a program planner, you should make sure that you are providing a service that
is needed. Sometimes there are other problems such as conflicts between
management and workers, an error in the manufacturing process, or an
ineffective organizational structure. A literacy program will not help solve these
problems. So you should not assume that low literacy levels are causing
problems, even when management tells you so. You need to investigate the
situation thoroughly before planning any program or course.

EXAMPLE: At one small manufacturing company, a literacy instructor
was hired to work with the maintenance staff. The company’s
management thought the employees were having literacy-related
problems since they were not completing a certain form properly.
The company had recently changed its policy, and employees now
had to complete a form to request certain machine parts. But after
testing these employees, the instructor found out that the problems
were not literacy related. The employees were in fact unhappy with
the management’s lack of communication about a new policy and
they were deliberately not completing the forms correctly. However,
those workers did later report other sorts of literacy areas in which
they did want help.

When making recommendations for changes, be aware that you may have to
deal with corporate politics. Companies are not often responsive to outsiders
coming in and making suggestions for improvement. From the beginning, you
need to make it clear that you are doing this to determine their literacy needs.
You may also be helping the company by preventing unnecessary training
programs. You should periodically re-evaluate the need for future educational
programs.
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DESIGNING THE PROGRAM

Address the needs of both the employees and the company.
Create a balance of workplace demands and learner interests.

Offer multi-strand programs to meet the needs of various workplace
groups. :

Involve workers in developing and recruiting for your program.

Designing a customized program that integrates workplace demands with
other types of educational skills will help better meet the needs of both the
employees and the employer. Custom-designed programs can help cut hidden
costs associated with low-level literacy within a company. Reworking,
retraining, and accidents can be very costly. The money saved can often more
than pay for a literacy program. Also, if you present the specific needs and how
they will be solved, more people in the company will be able to see the
relevance of instruction that is directed at real problems.

It is important to balance the program by addressing the employee’s outside
needs and interests as well as workplace needs. Combining job skills
instruction with life skill materials such as medical information or appliance
repair makes the instruction more relevant and more effective. For example, if
your program has a course designed to teach employees to use workplace charts
and graphs, you could also provide instruction in using charts and graphs for
items used at home such as nutritional information charts. This will maximize
the effectiveness of your program by allowing learners to extend and practice
their skills. It is important to find out what specific types of education
employees are interested in and integrate that education into your program. By
offering classes that address employees’ goals and interests, you will directly
address their personal needs and encourage them to apply their new skills in
other areas. Gaining employees’ buy-in for your program will be important to
its future success. They will help you recruit other students and make it a more
effective program. '

Increasingly, programs in business and industry are becoming multi-strand
programs. In such programs, one instructional strand might address the needs
of English as Second Language learners, another strand might help learners
prepare for GED certificates, and additional strands might help high school
graduates brush up on skills before preparing for technical training. The
instructional format may vary from structured classes to small group
instruction, to computer-guided instruction, to individual tutoring. Some
learners will, over several years, move from one strand to others.

EXAMPLE: In a multi-strand program for correctional officers at a
women’s prison facility, instruction was delivered in three strands.
The first strand was designed to help officers improve their report
writing skills, so that reports on offenders could become more
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effective at disciplinary hearings. The second strand focused on
promotions support and addressed the employee population
interested in preparing for job advancement. This course helped
learners prepare for advancement as well as upgrade their skills for
other post-secondary instruction. A third strand addressed family
literacy skills and taught parents how to read and share books with
their children. This encouraged learners to maintain and extend their
own literacy gains while helping their children develop skills at
home.

Employees are not passive receivers of instruction—they are partners. They
can become a valuable resource for helping you plan, develop, and evaluate a
program. They can tell you how things are really done at the company, where
the problems are occurring, what types of education are needed, and what
courses would be valuable to them as individuals. They are also a valuable
resource for publicizing and recruiting, as well as for evaluating a course or
program.

EXAMPLE: In a literacy program at a manufacturing company,
employees helped gather data to plan courses, helped develop the
curriculum, helped delivered the instruction, and evaluated the
program. Employees contributed knowledge based on their job
responsibilities and expertise. Course participants were especially
helpful in specifying which areas of instruction were not related to
the actual jobs or which job practices did not follow company
instructions. They also suggested course revisions through
interviews and surveys. Their assistance not only helped improve
their own instruction, it also helped improve the design of future
courses. Since they were involved in course development, they
bought into the program and helped recruit other students.

Teachers and educational coordinators developing workplace literacy
programs must confront many issues. However, if you listen carefully, you
will hear both employees and management saying what problems and desires
are most pressing or persistent. This will help you determine what types of
classes to offer. Your goal is to create courses that address the actual needs and
goals of the employee and employer.

ADDRESSING THE NEEDS AND GOALS OF VARIOUS GROUPS

* Multiple program strands are needed to address multiple problems.

* Improvement takes significant learner practice time, and varies greatly
depending on the learners and the material.

When designing a program, it is important to realize that we face several
literacy problems in the workplace, not just one. The person who cannot read at
all requires a different type of support from than the high school graduate who
is unable to meet the new reading demands of his job. People educated in a
foreign language and not speaking much English require another type of
support. Providing the same services and programs to such different clients
makes no sense, and yet it sometimes occurs. (A program just starting out,
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however, may have limited resources and a low enrollment, and therefore be
obliged to teach mixed groups. In such classes, the teacher must find ways of
catering to all needs, and could include individual work and large and small
group activities as appropriate.)

You will find that there are no magic pills in terms of improving literacy
skills, and the time needed to make considerable improvement varies greatly.
Factors like the literacy levels of students entering a program, the complexity of
material being taught, and the speed at which students are able to learn all affect
the amount of time needed for various groups. We will now consider several
groups in the workforce and their possible goals and needs.

HIGH SCHOOL GRADUATES

Often high school graduates who have been out of school for several years
may need a refresher before receiving further training. Some may need to brush
up on their reading or math skills due to new demands on the job. These needs
should be taken into consideration when designing a program. Short, targeted
courses may be the best answer.

HIGH SCHOOL NON GRADUATES

People who did not graduate from high school may be interested in
obtaining their General Educational Development (GED) certificate. These
people often need to brush up on basic education skills before doing this. Some
may also be interested in furthering their education beyond high school.
Providing information about two-year degrees and other educational
opportunities should be part of instruction.

PART-TIME EMPLOYEES

Part-time employees often have specific educational needs but may not be
included in company-sponsored training. Many part-time employees are former
full-time employees who have been affected by downsizing or a shrinking job
market. So it is important to address the specific job-related needs of part-time
employees, and if relevant, provide training in job search strategies. Linkage to
community-supported programs can also be included.

VERY LOwW LEVEL LITERATES

One of the common myths about workplace literacy programs is that all the
students are functioning at very low levels. This is not the case—less than 3%
of adults read at or below a second-grade level. However, if testing reveals a
significant number of adult very low-level literates in your workplace, you will
need to decide if you can help them or need to refer them to other programs. For
this group to improve to the point of being able to read a manual or a
newspaper, it takes several hundred hours of practice and often one-on-one
tutoring. For some severely learning disabled adults, comprehending high
school level training material may simply be out of reach. Working with local
literacy providers or setting up a peer tutoring service in the workplace can
provide an opportunity for you to find out who in this group can be helped by
you. If you are considering a peer tutoring system, you need to check whether
there will be any problem with learner confidentiality or possible social stigma
for those in need of help.
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Others in the workplace may be middle-level literates who have only
recently encountered demands beyond their abilities. Some adults can work
their way through simple sentences but are not prepared to handle extended
written instruction, manuals, or new training material. This group can make
fairly rapid gains in a hundred hours or so if instruction is focused and
effective. It is important to use job materials so learners can practice their skills
and knowledge daily at work. Linking to home interests can further extend
practice.

To help these people, look at what the students really “need to know” for
the job and “want to know” for home use. Teaching material that is “nice to
know” adds class time and frustration. Be flexible and creative in the range of
methods that your teachers use. Provide these students with materials that they
can keep so that they can refer back to instruction and notes. It is also very
helpful to plan a definite scope and sequence to all instruction, and create many
short-term visible goals.

ENGLISH AS A SECOND LANGUAGE

Increasingly, many of the people entering the workplace are not native
speakers of English. They can often make rapid gains if their educational needs
- are met directly. Most of the suggestions made for low-level literates are
applicable to ESL learners. In addition, you should determine specifically what
the actual language needs are. Find out the areas of oral or print communication
that call for the most immediate help. You can design many customized
materials for ESL learners, such as how to complete a job application, how to
read safety instructions, and how to use the telephone. Using role playing for
specific situations such as how to start a conversation in English is also helpful.
Role play and discussion of cultural differences between the members of the
class and American society can help ease tensions by bringing such issues out
in the open. Group activities calling for simple oral language use pay dividends
in later literacy development.

In addition, you can provide these students with simple texts and
workbooks, so they have something to take home for further practice. You
should encourage them to share their knowledge with their families. When
working with ESL learners, be aware that some of the students may not have
had a great deal of education in their first language. This often makes it more
difficult to learn a second language. Others, however, may have had a high
level of education in their first language. Find out all you can and try not to
make assumptions based on English mastery alone.

OTHER LEARNER NEEDS

. Sometimes your program does not currently have the resources to address
all the students’ needs. Learners might need something other than what your
program offers. When working with various groups of students, be aware of
other resources in your area. Have information on local colleges, technical
schools, and GED programs. It also helps to have knowledge of resources such
as social services, child care, care for aged, and other programs that might be
needed to free employees to attend class.
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DESIGNING NON-TRAINING SOLUTIONS

* Non-training solutions include providing job aidé, redesigning forms,
and rewriting instructions.

* But be careful—employers will not always be open to these types of
changes.

While analyzing the needs of a workplace, you should determine if there are
non-training solutions that would help increase the effectiveness of the
program. Some non-training solutions include providing job aids for employees
to help them remember tasks, redesigning forms to make them easier to use,
rewriting instructions to make them clearer, and performing detailed task
analyses to see if job design might be the problem.

EXAMPLE: Literacy instructors at a women’s prison facility designed
several job aids for correctional officers and counselors. One job
aid, a 3x5 note card, was developed for taking notes to write
conduct reports. It was designed to organize details quickly and
completely. The job aid included prompts that acted as memory aids
to the writer. For example, words such as “who, when, witnesses,
evidence” were listed in a small notebook, so that officers could
quickly jot down pertinent information. The back of the job aid
consisted of a mini-glossary of words often found in these types of
reports. Correctional officers helped develop these glossaries
themselves based on words that proved to be spelling or usage
problems.

In order to identify which literacy and communication skills are causing
problems, look at the entire situation. Build the relationship necessary to be able
to make recommendations. Consider what non-training solutions might
accompany or substitute for instruction and the cost of developing and
providing these solutions. However, you should approach the issue of non-
training solutions carefully. Employers will not always be open to these types
of changes. For example, if a company spends hundreds of thousands of
dollars on a manual to train employees to use a computer system, they might not
be willing to have that manual rewritten and reproduced. They might, however,
agree to developing a job aid to accompany the manual.
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LOCATING RESOURCES AND PLANNING LOGISTICS

Funding sources include state and fedéral grants, partnerships with
libraries and colleges, workplace unions, and management.

* Program teachers are a crucial element and may need help with using
job-related curriculum and becoming sensitive to the workplace
culture. Above all, they must be flexible.

Look for ways to share resources with unions, companies, and
training departments.

Discuss the scheduling of classes around the company’s activities to
achieve maximum cooperation.

LOCATING FUNDING SOURCES

There are several options for funding programs. Some external sources are
state level grants, federal literacy grants, and partnerships with local libraries,
colleges, and volunteer organizations. To get more information on federal and
state grants, contact the U.S. Department of Education or your state department
of adult or vocational education.

Many unions also offer viable funding sources because they recognize that
technology is driving jobs and promotions, and that seniority no longer offers
sufficient job protection. Larger unions are working to be model educational
providers to their membership. Smaller unions and locals often work with
management to develop local educational and support programs.

EXAMPLE: A literacy program at a textile manufacturer is funded
from various sources. The manufacturer provides office and
classroom space and supplies. The program also shares resources
from other departments such as computer-based instruction
programs and workplace manuals. The textile union funds the
instructor’s salary and the cost of materials such as books and an
independent grant funds a portion of the family literacy strand
offered at the company.

Use your advisory team to explore various funding possibilities. Consider
ways to get multiple sources of funding. When considering funding sources,
keep in mind that outside funds may need 100% employer match; federal
funding is usually seed money to start programs; and there may be some delay
in obtaining funds. Whatever funding path the company takes, make sure that
you work with the person in direct budgetary control from start to finish.

Depending on your specific situation, you may have to write a proposal to
fund your workplace literacy program. The proposal will define the program in
terms of time, resources, support, and finances. It is important that your
proposal be as clear and detailed as possible.

The proposal should include objectives and rationales for the program, a
step-by-step outline of the project, an evaluation plan, a management plan
detailing logistics and a timeline, a budget, and a listing of personnel involved.
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Funding agencies usually have specific guidelines for how proposals should be
written, but clear organization, concise writing, and a minimum of jargon form
the foundation of a good proposal.

STAFF DEVELOPMENT

Program teachers are a crucial element of any workplace literacy program.
Once instruction has started, they are the ones in day-to-day contact with the
workers, and a program can succeed or fail depending on how well the teachers
can interact with the learners in their classes.

Because workplace literacy is a growing area, many teachers in workplace
programs are recruited from adult basic education or school settings, and have

" no experience of how to teach job-related curriculum. They may be accustomed

to being the subject matter expert in an academic classroom, and so have some
difficulty coming to terms with the shared responsibility of many workplace
classes, where the learners are content experts on their jobs and teachers need to
learn as well as teach. Another aspect of teaching in a workplace is sensitivity to
the workplace climate and culture, and respect for the individuals as adults.
Here again, the teacher can learn much from the workers, by listening carefully
and not making assumptions about them or their jobs. In this way, a
relationship of confidence can be established, which will facilitate teaching and
learning.

Much of what a workplace instructor needs to know and do can be summed
up in one word: flexibility. Teachers should always be prepared to leam from
the workers in the class and adapt instruction to their immediate needs. More
generally, a teacher’s view of the whole workplace program should be similar
to that of a program developer. This handbook can be a useful resource for
training new workplace educators. The Appendix contains a series of
summaries suitable for use on an overhead projector, to facilitate the task of a
trainer.

However well a program has assessed the needs of a workplace, and
however good a curriculum has been developed to meet those needs, it is
ultimately the instructor in the classroom who determines the success of the
program. It is therefore vital that a program selects good teachers and prepares
them well for their role in the workplace.

ALLOCATING RESOURCES

Sufficient resources and their sensible use are very important in establishing
a smoothly running program. Resources include money and personnel, but also
relationships with key officials, facilities, supplies, storage space, and ways of
advertising your services to employees.

When planning your program, discuss with both company and employee
representatives the possibility of using shared resources. Here are some
suggestions:

* Maintain relationships with the various departments of companies and call

on them for ideas for solving problems.

» Negotiate with unions to draw on their expertise and to use their facilities.
Some unions have classrooms that may be available to your program.
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* Investigate using loaned resources. For example, having the company’s
computer programming department design your computer-based
instruction may save money.

Discuss in detail the facilities you will have to work in—it is very helpful
to be able to stay in one area and not have your class locations shifted
around.

Find out what supplies and what trainers you can share with other
departments, and negotiate with them. :

Arrange for some form of secure location or storage space so that supplies
are not appropriated by other departments.

Use the company’s advertising department to design advertisements for
the company newspaper.

Have students contribute articles about the program to the company
newspaper.

PLANNING PROGRAM SCHEDULES

Planning the logistics of a program can minimize potential problems with
scheduling. Consider the company’s production schedule and how you might
incorporate classes into it. The classes must be as convenient as possible for
everyone without interfering with business. Options include scheduling classes
before and after shifts, and developing take-home lessons and computer-guided
instruction to allow make-up time.

Other considerations include starting courses when the company has a
slower production schedule. You could include whole departments while a line
is temporarily closed as opposed to taking a few members from several different
departments and allowing work to continue. Discuss the options with
management, supervisors, teachers, and union officials before developing a
course schedule. The most important thing is to be flexible.

BUILDING EFFECTIVE RELATIONSHIPS

To build an effective literacy program, you must

* gain the support of management and employees, and

* maintain positive relationships with management, employees, and union
representatives.

GAINING MANAGEMENT AND EMPLOYEE SUPPORT

* Balance education and productivity needs.
* Involve management and employees in program development.

* Decide together what needs can be addressed first with the time,
money, and resources available.

* Develop a shared vision for the future.

PRACTICE GUIDE PG96-01




Educators developing workplace literacy programs must confront several
initial questions. What are good ways to involve employee leadership in the
development of literacy programs? How can education and productivity needs
be balanced? Like management, employees and unions have goals. Some of
these overlap management goals and some relate to other more general worker
concerns. Find out about these goals by interviewing employee leaders and
getting their feedback on program plans. Secure cooperation from top leaders as
well as plant and department level representatives. And, of course, consult
contract rules.

Unions can be a valuable resource. Union members can participate in your
program by serving on advisory teams, setting up joint programs, or providing
funds. You can also have them recruit students, provide space for classes, and
suggest classes. Like company management, unions often have specific needs
and goals. Find out what these are. Make sure you always consult with the
union about any decisions that are made. When unions are not available, you
may have a more difficult time identifying employee leaders. But it is important
to do this since programs without employee support tend to fail.

It is difficult to design a program to meet everyone’s needs. As a program
designer, you have the job of determining which educational needs will be met
initially, which later, and which not at all. This is a difficult job when you are
sitting in a room with various representatives who have vested interests in
different outcomes. For example, human resources may want you to address
ESL education needs specifically. Union representatives want to maintain
employee job security and want you to address general education needs. The
company’s training department may want you to address specific technical
training for a new production process. Employees may want to learn the general
use of computers. You have to decide what needs can be addressed first with
the time, money, and resources you have. This involves negotiation,
persuasion, and a good deal of explanation about realistic expectations.

It is important to develop a shared vision among the representatives and
look for innovative strategies for meeting their needs. For example, you might
design a multi-strand program that initially offers computer-based training on
new production processes. Later strands would include ESL and general basic
education skills assistance. If time and money limit your start-up options, you
may have to begin by addressing the most pressing needs first.

Developing a shared vision for the future is important not only for
maintaining good relations with various representatives; it also makes a program
more effective in the long term. If there is no shared vision among the
representatives, it may be best to agree to provide a more general type of
program or not have a program at all.
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MAINTAINING RELATIONS WITH EMPLOYEES, MANAGEMENT, AND
UNIONS

Successful outcomes and satisfied clients are achieved by reaching
jointly agreed upon and reasonable goals.

Constantly review the program’s progress with supervisors,
managers, and unions. :

Keep the lines of communication open, if possible through an
in-house liaison person.

Keep accurate records for your program on finance, and learner
. attendance and progress.

Many workplace classes last only 20 to 30 hours, so it is wise to set up
well-defined and limited goals from the beginning. In order to capture and retain
the support of employees, management, and union officials, all partriers need to
see results from your program. Listen to concerns and include them in all the
logistical considerations of the program. Develop clear program goals and then
make sure the goals are achieved. You should not promise to deliver more than
is realistic. Successful outcomes and satisfied clients are achieved by reaching
jointly agreed upon and reasonable goals.

Supervisors, managers and unions want to and should feel a part of the

positive results of a literacy program. It is a good idea to constantly review -

progress of employees in general terms with supervisors without referring to
individual learners by name. You can also hold recognition ceremonies to
reward both employees and supervisors. Before doing this, it is important to
determine whether learner privacy is an issue at your workplace.

There are advantages to having a dedicated, fully-trained, in-house person
in charge of the program to assure open lines of communication between
literacy educators and supervisors. If possible, this person should be in a highly
visible office, have rapid access to all supervisors, union representatives, the
advisory team, instructors, and involved management, and have access to
facilities for electronic mail or other rapid communication. All supervisors and
managers who are involved in the literacy program should be made aware of the
classes in progress and those planned for the future.

Also, it is important to keep accurate records for your program. You should
track how much money is spent and what it was used for, how effective the
instruction was (e.g., pre- and post-test scores), and the dates employees are
absent and why. You can use these records in later conferences with the
advisory team or with management. Plan to check regularly with supervisors
and the joint advisory teams to see if the original needs are being addressed and
to see if your program is having an impact.

As a literacy program developer, it is important for you to realize that you
may be serving in the role of a change advocate or change agent. A change
advocate supports the need for change; a change agent plans changes and
attempts to implement them. Change agents try to implement and manage
change by identifying those that are critical. They analyze each change and
design a plan to integrate the change successfully. They must also execute and
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revise that plan as needed (Dormant, 1986, p. 238). Literacy programs are
often bound up with larger changes going on in a company such as changing
job descriptions or downsizing, and, as the program designer, you need to be
aware of the politics of change.

OTHER SUGGESTIONS FOR DESIGNING AN EFFECTIVE PROGRAM
Other elements of an effective literacy program include

* creating positive relationships with all parties involved,
* being flexible and creative in solving problems, and

» making sure your clients and advisory team are satisfied with the
program.

Creating a positive, actively involved relationship with employees,
management, and union officials will help maintain support for the program. By
meeting regularly with joint advisory teams, you can help make sure your
clients are satisfied with the directions and outcomes of the instruction. As a
program designer, you should also understand the need for flexibility.
Anticipate and plan for problems and find creative solutions. The problems of
starting a workplace literacy program are often fairly predictable. These
solutions, if planned ahead of time, can be in place before the need arises.

Some of the common problems and solutions include the following:

* Production supervisors have many short-range goals to be met and
tension arises when students need to be in class and a “hot order” has to
be completed. The solution for this problem revolves around having the
supervisors “buy into” the long-range goals of the program and
scheduling classes at times when production is most likely to be slower.
Instructor flexibility is also a must.

Scheduling classes should include discussions with and decisions from
your advisory committee as to which classes will be taught (or taught
first), the number of classes a person can take at a time, and the number
of people in each class. Waiting lists and open or closed entry classes
should also be discussed.

Confidentiality is a major concern to some students taking classes. They
need to know from the very start that their records will not be shared with
management, union, or others. However, management can ask you about
the progress of the class as a whole and is entitled to be given this
information. The management is also entitled to know if an employee is
taking or has taken a particular class.

Labor/management issues include possible strikes from either unions or
other employee organizations. You do not want to ask either side to cross
a picket line, and you should not cross that line yourself. The ruined
relationships that result can kill a program. Some teachers have continued
classes at neutral sites.

» Know the policies and relationships between employees and management
so you will know whether you can go out on the floor for information or
whether you have to remain in the classroom while others gather
information for you.
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* Be very clear from the beginning as to whether the program is an
employee benefit or a management tool or both. As a benefit, learner
goals take top priority. If the program is totally funded by management,
the balance leans much more heavily towards work performance. If
learners feel deceived about what you are offering, it will seriously injure
your program. '

* Using the word literacy in the title of your program gives the impression
of very remedial work. Using a catchy title or logo avoids the problem.
(Examples include: “Skills Today for Achievement Tomorrow (STAT)”
used by Blue Cross and “The Pepsi Challenge” used by Pepsi.)

CHAPTER SUMMARY

In order to plan a workplace literacy program that is in tune with the needs
of the workforce, you should organize an advisory committee to a) help you
learn about the job site, b) interview workers, c) identify basic skills that need
to be improved, d) determine available resources; and €) help you plan the
program. After you analyze education needs, you will be able to design a more
effective program.

In designing the program, you should consider what types of instruction to
offer and the needs and goals of various groups. Workforces are most often
made up of employees with a broad range of skill levels. Non-training solutions
should also be considered since they will increase the effectiveness of the
program. -

Locating funding and resource providers is an important part of planning the
program. Funding through multiple sources often creates a stronger program
since key groups are directly involved. Getting groups to invest resources is
another way of getting them involved. Planning the logistics of the program
early can eliminate potential scheduling problems. Consider the company’s
production schedule and do your best to avoid inconvenience to company or
employees.

Gaining support from management and employee representatives is another
way to build an effective program. Representatives from both groups should be
on your advisory committee. They can help you plan and set up the program,
locate resources and funds, and recruit students. As a program manager, you
should be aware of issues such as class schedules, confidentiality,
labor/management issues, workplace policies, and workplace politics. Effective
management of the program on your part can lead to positive relationships
among all parties involved.

As you begin actually developing the program, you will look in more detail
at analyzing the need for education, determining what types of classes to offer,
how to design your curriculum, and how to recruit students. You will learn
more about these things in Chapter Three.
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CHAPTER THREE

DEVELOPING A WORKPLACE LITERACY PROGRAM

When developing a successful workplace literacy program, it is important to
consider what types of performance problems exist, what types of curriculum
you will use in your instruction, and how you will recruit students. In this
chapter, you will learn how to

« analyze performance problems, job tasks, and literacy-related job skills;

« develop customized curriculum, select off-the-shelf materials, and
develop job aids; and

¢ plan for student recruitment. ‘

The first step involved in developing a workplace literacy program is to find
out where the performance problems exist. This is done by performing a job
task analysis. The purpose of a job task analysis is to look at the overall picture,
examining several jobs, and determine where performance problems are
occurring. In some situations, this may already have been done. For example,
problems in technical training classes or quality assurance groups may have led
to a request for additional education. '

After you find out which jobs have performance problems, you can then
determine which literacy-related skills are involved in those jobs, and which
specific skills are causing difficulty to workers. This literacy task analysis then
serves as a guide for helping you design your own customized curriculum. You
will also have to decide the best mix of designing your own curriculum and
using off-the-shelf materials.

How well you recruit learners can have a considerable influence on the
success of your program. There are several factors that can improve the quality
of your recruitment. These are providing incentives, using other employees to
recruit, maintaining visibility, and including employees in the planning process
so the program meets their needs and interests.

CONDUCTING A TASK ANALYSIS

To address the needs of the company and employees;

« analyze jobs to determine the particular tasks that they require;
» locate job or task areas that need improvément; and

o determine if literacy-related job skills need to be improved.

To make sure your program ties in with the needs of the workplace, you
will need to become very familiar with the jobs of your target group and
determine where instruction needs to be focused. When you analyzed the needs
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of the company (see Chapter Two) you probably found several areas where
improvement was needed. Did you decide that education can help the company
and employees meet those particular needs? If so, you now have to decide what
type of instruction needs to be offered, how it will be done, and to whom it will
be available.

To do this, there are two processes that will enable you to examine the areas
of need and analyze how your program can help address them. One is to
conduct a large-scale job task analysis of a whole company or department. The
other is to concentrate on a few jobs where performance problems are known to
exist. You may not be able to go through the first of these processes due to
limitations of resources or company regulations. However, both are valuable
tools for helping you build the foundation of an effective workplace literacy
program.

In a full job task analysis, you will need to become familiar with all the jobs
of your target group, whether it is the entire company or a small department.
This involves examining a group of jobs, and determining and mapping the
major tasks for each job. For example, if you performed a job task analysis at
an insurance claims department, you would examine each job in the department,
determine the major tasks required to perform the job, and map and organize
those tasks in a chart. You will rarely be asked to look at the whole company
and find all the performance problems that exist within it. Most often,
companies will report problems in particular areas, and you will focus on
finding the specific performance problems in those areas. If you are unable to
perform a full job task analysis, you will, in any case, want to conduct an
informal assessment of worker needs by focusing on a few key job tasks. This
will allow you to move on to the second process of analysis.

This second process involves looking at specific tasks for each job and
determining what literacy skills are required to perform each task successfully.
This is called a literacy task analysis. You would first examine information
gathered from your job task analysis (whether formal or informal) and
determine which tasks require literacy-related skills. Then you determine what
types of literacy skills are required. For example, so